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INTRODUCTION
I. Purpose of the Study
The purpose of this study is to investigate the effects of the merit
system (civil service) on productivity within the Bureau of Parks and
Recreation - City of Atlanta.
Productivity is a key factor for a public producer in a competitive
environment. Certainly, bureaus in a department and departments within
a public organization compete with each other for the best qualified
employees (public managers and analysts), skilled labor, equipment, and
ultimately, funds.
Productivity as it is used in this paper, relates to two variables,
outputs and inputs. The latter refers to all resources used in pro¬
ducing services, such as capital, labor, land, space, supplies, human
behavior, and materials. The former refers to either increased output
or more output per unit of input, depending on the situation.
Many writers in the field of public administration during the 1960's
and early 1970's related the term "productivity" to productivity bar¬
gaining.^ Productivity bargaining as it is termed, is the primary ques¬
tion between management and labor in government productivity improvement
efforts. But there are also other issues, such as the effects of the
^Winston W. Crouch, ed.. Local Government Personnel Administration,




merit system (civil service) on productivity and the implementation of
incentive programs, which will be addressed in this research report.
Productivity bargaining is technically defined as "the negotiation
and implementation of formal collective bargaining agreements which
stipulate changes in work rules and practices with the objective of
achieving increased productivity and reciprocal worker gains.
In many local governments, including the City of Atlanta, collective
bargaining agreements alone have not resulted in productivity improve¬
ment. Also, many local government administrators who negotiate agree¬
ments, i.e., work conditions, sick and vacation leave, often lack
authority to negotiate reciprocal worker gains, such as higher pay.
Given these circumstances, productivity bargaining will not be discussed
in this paper as an incentive for improving productivity.
During this writer's internship tenure with the City of Atlanta,
Bureau of Parks and Recreation, productivity, supervision, and morale
evolved into interesting concepts. The first and third terms were some¬
what an enigma and actually inspired this research topic.
The Problem and the Setting
The problem is, how has the merit system (civil service) brought
about low productivity relative to employee performance within the
Bureau of Parks and Recreation - City of Atlanta.
In the course of formulating the research problem it was observed
that; (1) employees are cognizant of the fact that they are more
Winston W. Crouch, ed.. Local Government Personnel Administration,
(Washington, D.C.: International City Management Association, 1976),
p. 259.
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likely to be transferred than dismissed. This feeling is premised on
conversations held with both managerial and non-managerial employees;(2)employees are aware that the city's civil service board entitles
each worker to a hearing before dismissal; and (3) employees know that
they have recourse to the American Federation of State, County, and
Municipal Employees (AFSCME) if they are terminated. To avoid a mis¬
understanding of the third observation the investigator feels the need
to explain this statement.
In actuality workers do have recourse to AFSCME, however, pass
history reflects that public unions have been unsuccessful in negoti¬
ating with the City of Atlanta on matters concerning disagreements
between city management and labor. In spite of the unsuccessful negoti¬
ations on the part of public labor unions, bureau employees do have the
right to be represented by AFSCME if they elect to.
Again, for the sake of clarity, the investigator wishes to bring
the reader to grips with the reasons for selecting the research problem
and premises for the aforementioned observations. To know what is
assumed is basic for a course of action, the following assumptions were
made:
(1) there is amotivation problem within the bureau due to in¬
sufficient incentives to induce high productivity;
(2) the managers and supervisors within the bureau completely
disregard the power of the informal group and its impact on
productivity;
(3) there are not enough non-job related interactions and
activities among employees at the bureau; and
(4) the city's civil service board has the authority to directly
interfere with decisions made by the bureau's director in
the event of a hearing, the board can reverse or concur with
his or her decisions.
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The research technique utilized was that of the participant -
observer, from which the writer was able to observe the characteristics
which were prominent among employees at the bureau. These character¬
istics consisted of attitudes, behavior, and other sentiments found
in the agency's work milieu that had an affect on productivity. While
the participant-observer technique allowed the investigator to see
first hand the behavior of the people being studied, the writer had
to be careful not to be bias while reporting the findings. Such
direct observation lends itself to possible bias on this writer's
part because of personal relationships developed while interning at
the bureau. However, the aim of this report is to be objective. Also
data utilized in this research was obtained from books, articles, and
other materials pertinent to the issue of public sector productivity.
Background of the Agency
Atlanta's recreation system began in 1916, with twenty-three
parks. Today, the Bureau of Parks and Recreation maintains eighty-
seven major parks, forty-six centers, 140 strip parks, nineteen play-
O
lots, seven golf courses, 156 tennis courts and twenty swimming pools.
Parks and Recreation is a bureau in the Department of Parks,
Libraries and Cultural Affairs. There are four divisions within the
bureau — Administrative Operations, headed by Deputy Director FredMorgan*; Revenue Operations, Deputy Director Stan Martin; Recreation
Operations, Acting Deputy Director Benny Davis; and Park Operations,
^City of Atlanta, Bureau of Parks and Recreation, Annual Report,
(Atlanta: 1976), p. 5.
*Deceased
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Deputy Director Marvin Billups. Eight hundred twenty-five employees,
which includes two hundred C.E.T.A. employees, work together to make
the bureau a prime deliverer of services to the City of Atlanta.
The writer was assigned to the Recreation Operations Division as
a student intern from October, 1976 to March, 1977. The goal of the
division as set forth by Mr. Benny Davis, Acting Deputy Director, is
stated as follows:
"The goal of the Recreation Operations Division is to enhance
the pursuit of happiness and quality of life in the city by
providing and operating with minimum cost, a diversified and
dynamic system of leisure services, programs, and facilities
designed to meet both the passive and active recreation needs
of all age groups on a twelve-month basis.
The Recreation Division is the most active division within the
bureau. It is responsible for planning and coordinating city-wide
recreation programs. Innumerable programs, under the broad heading
of Youth Athletics, Adult Athletics, Special Activities, Senior
Citizens, Camping, Arts and Crafts, Cultural Arts, Mobile Recreation,
and programs for special populations are provided by the division.
There are four Arts and Crafts centers under the auspices of the
Recreation Division of the City of Atlanta Bureau of Parks and
Recreation. They are Bass Annex, Chastain Center, Orchard Knob and
Mount Paran Centers. Each center offers classes in ceramics, painting,
and various crafts. Annual Art Festivals are held in conjunction with
the programs. The bureau also offers activities, trips, and outings




II. Review of Related Literature
The Pendleton Act of 1883 and the Development of the Merit System
The first deliberate consideration of public policies concerning
productivity in the public sector took place in the United States
during the Reconstruction era following the Civil War. Civil Service
reform agitation led to the adoption by Congress of the pioneering
Pendleton Act of 1883.^ Urban and local governments did not establish
personnel policies by statute or charter until shortly before 1900.
Until then, the practice of patronage almost completely dominated
their affairs.
Historically the civil service movement in local governments was
based on efforts to curb those uses of political favoritism considered
most Injurious to the public interest. Its objectives was to achieve
what Fredrick C. Mosher has called "government by the good."^ In an
effort to attain these objectives, civil service became noted for its
concern with procedures which were based on the conviction that
administrators and supervisors, as well as politicians, were likely to
encroach on the rights and interest of the employees. But as Winston
W. Crouch stressed:
"Those who wrote the basic civil service legislation did not
conceive that public employees might organize themselves as
interest groups who would lobby on behalf of their membership
and serve as champions of employee interest and rights."^
^Winston W. Crouch, ed.. Local Government Personnel Administration,
(Washington, D.C.: International City Management Association, 1976),
p. 7.
^Ibid., p. 8.
^Winston W. Crouch, ed.. Local Government Personnel Administration,
(Washington, D.C.: International City Management Association, 1976, p. 9.
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Reactions to the rigid formalism often associated with civil service
agencies led to the advocacy of a new overarching concept — the merit
system. It places positive emphasis on selection, advancement, and
retention of employees on the basis of individual merit. The merit
system concept often has an orientation toward the viewpoint and values
of managers. Again quoting Crouch:
"Its literature tends to focus attention on the responsibility
of managers and supervisors to select, retain, and reward those
employees most able to perform particular jobs."®
Recruiting, training, and developing large numbers of new personnel
into a working team to sustain high levels of productivity is an arduous
task. Hence, it is incumbent upon organizations to realize that their
most important assets are human resources and that the managing of these
resources is one of their most crucial tasks. The practice of benign
neglect on the part of government agencies and private organizations
can very often instill low morale in employees. This is considered a
primary reason why morale in the civil service is low.
In essence, the Pendleton Act of 1883 was a direct attempt to
enhance productivity in the public sector by eliminating the spoil
system and establishing a merit system which gives credence to the idea
of recruiting, selecting, and retaining employees on the basis of merit.
The underlying assumption is that if employees are employed on the basis
of meritorious performance, it stands to reason iihat the level of
productivity desired could be attained. However, there are many who
contend that the "merit system" has brought about just the antithesis of
®Ibid., p. 10.
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the intent to enhance productivity in the public sector. Nigel Walker
states:
"... there is a tendency in the service to assume that the
interaction between people who are working together in an office
unit is purely of an intellectual kind, and to ignore the
possibilities of emotional distortions of this process. The
transactions of one man at a desk are supposed to be determined
wholly by rational information, questions, principles and in¬
structions to which he reacts with unemotional logic; his reac¬
tions will be imperfect or inappropriate only in so far as these
communications or the information to which he has access are
ambiguous or incomplete...nobody denies that his enjoyment of,
and efficiency at this work is affected by irrelevant factors,
such as his attitude towards the ultimate purpose of what he is
doing, and his liking for or dislike of his supervisors, im¬
mediate or remote, his colleagues, subordinates and any out¬
siders with who he has to deal. But the extent to which these
factors can make him prompt or dilatory, obtuse or understanding,
defeatist or resourceful, sound or wrong-headed in judgement —
factors to which we give full weight when we are thinking of the
work of novelists, professional footballers, clergymen, actors
and politicians — is belittled in the case of the desk man
because, unlike them, he is supposed to work with nothing but his
intellect."^
Working with merely intellect on the part of the public is tan¬
tamount to working on an assemblyline, both can be very monotonous
and uninspiring. Such conditions can lead to alienation, frustration,
and low morale, leaving employees feeling neglected and unappreciated.
At this point inspirational and motivation methods need to be instituted
with the aim of achieving high productivity. The concern for enhancing
productivity in organizations can be traced to the various schools of
management beginning with Frederick W. Taylor, the father of "Scientific
Management."
The Historic Perspective of the Concept of Productivity of the Various
Schools of Management
^Nigel Walker, Morale in the Civil Service, (London: Edinburgh
at the University Press, 1961), pp. 6-7.
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The central contribution to productivity in regards to motivation
was made by Frederick W. Taylor in the early 1900's in what became
known as Scientific Management.^® It was felt that the best way to
increase output was to improve the techniques or methods used by workers.
Taylor experimented with machines, tools, speeds, metals, and the like.
The experiments pertained to the way his men handled materials, machines
and tools — motion and time study — these experiments led him to
the development of a coordinated system of shop management.
Briefly the chronological steps involved in the development of
the shop system are delineated below. Taylor's thesis was that if these
techniques are implemented properly they would subsequently result in
increased productivity:
First, he wished to know how long it would and should take a machine
or workman to perform a given process, to fabricate a part, using specific
materials and methods, under controlled conditions.
Second, Taylor recognized the need for a method by which he could
ascertain which man was best suited for which job, considering his
initial skill and his potential for learning.
Third, Taylor wanted to develop a uniform method of routine to
prepare and direct the efforts of those responsible for establishing
the conditions under which these standards could be set and met.
Fourth, with this degree of skill and careful placement of workers,
Taylor saw need for equally good supervision of an employee and his
working conditions. From this need he developed his concept of
^®Amitai Etzioni, Modern Organizations, (New Jersey: Prentice-
Hall, Inc., 1964), p. 21.
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functional foremanship, with specialists excellence of operation. In
other words, management and labor should share equal responsibility
with each sector doing the work for which it is best fitted.
Finally, he wanted to relieve the foreman of his "whip persuasion"
role and offer the workers the incentive of higher pay that would
result from the Increased productivity his shop system would provide.
Elton Mayo, the father of The Human Relations School, and his
associates, contributed much to the subject of productivity.
Roethlisberger and Dickerson in their volume. Management and the Worker,
point out that in testing the effect of increased illumination on the
level of production — it was found that no relationship existed between
increased illumination (lighting) and increased productivity. This
puzzling finding raised a series of questions about statements made by
the Scientific Management School that there was a simple and direct
relationship between physical working conditions and the rate of pro¬
duction.
Mayo and his associates discovered that: (1) the amount of work
carried out by a worker (and hence the organizational level of
efficiency and rationality) is not determined by his physical capacity
but by his social capacity; (2) non-economic rewards play a central
role in determining the motivation and happiness of the worker; (3)
the highest specialization is by no means the most efficient form of
division of labor; and (4) workers do not react to management and its
norms and rewards as individuals, but as members of groups. Above all
the Human Relations School emphasizes the role of communication,
participation and leadership. Each of these insights is a technique
11
aimed at increased productivity.^^
Douglas McGregor's Theory X and Theory Y emphasize the effect
that management has on productivity. The central principle of Theory
12X IS that of direction and control through the exercise of authority.
The central principle which is derived from Theory Y is that of in¬
tegration: The creation of conditions such that the members of the
organization can achieve their own goals best by directing their efforts
toward the success of the enterprise.McGregor points out that the
assumption of Theory Y does not deny appropriateness of authority, but
they do deny that it is appropriate for all purposes and under all
circumstances.
Thus, Theory X emphasizes the classical approach (Scientific
Management) to the theory of motivation as it relates to productivity.
Theory Y, on the other hand, contains The Human Relations view with
an emphasis on communication, participation, and leadership as they re¬
late to productivity.
Renesis Likert and his colleagues of the Institute for Social
Research at the University of Michigan emphasized the need to consider
both human resources and capital resources as assets requiring proper
management in respect to high productivity. Likert in his studies
intended to help organizations move from Theory X to Theory Y
^^Amitai Etzioni, Modem Organizations, (New Jersey: Prentice-
Hall, Inc., 1964), p. 32.
l^Douglas McGregor, The Human Side of Enterprise, (New York;
McGraw-Hill Book Company, Inc., 1960), p. 49.
l^Douglas McGregor, The Human Side of Enterprise, (New York:
McGraw-Hill Book Company, Inc., 1960), p. 49.
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assumptions, and from emphasizing only hygiene factors to recognizing
and helping workers to satisfy the motivators (Herzberg's motivation-
hygiene theory).
Likert discovered that management styles of organizations can be
depicted on a continuum from System 1 through System 4. These systems
are very briefly described as follows;
"System 1 — Management is seen as having no confidence or trust
in subordinates, since they are seldom involved in any aspect of
the decision-making process.
System 2 — Management is seen as having condescending confidence
and trust in subordinates, such as a master has toward a servant.
System 3 — Management is seen as having substantial but not com¬
plete confidence and trust in subordinates.
System 4 — Management is seen as having complete confidence and
trust in subordinates
Likert found that the closer the management style of an organiza¬
tion approaches System 4, the more likely it is to have a continuous
record of high productivity. Similarly, the closer this style re¬
flects System 1, the more likely it is to have a sustained record of
low productivity.
Likert's continuum System 1 through 4 can be used as an instru¬
ment to gather data about certain characteristics found operating in
the bureau. These characteristics include motivation, communication,
decision-making, etc. The four systems concepts can be restructured
in questionnaire form and disseminated among employees to elicit their
^^Paul Hersey and Kenneth H. Blanchard, Management of Organizational
Behavior, (New Jersey: Prentice-Hall, Inc., 1972), p. 61.
^^Ibid., pp. 61-62
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feelings relative to these characteristics. If the responses are un¬
favorable, i.e., if the preponderance of the replies are oriented toward
Systems 1 and 2, then, management can make adjustments so their style
reflects Systems 3 and 4.
III. Analysis of Data and Findings
Measuring productivity is a complex task involving many conceptual
difficulties. A number of effective measures are needed if productivity
is to be analyzed properly. However, to keep matters simple the
investigator relied upon three methods, i.e., the interview method,
participant observer and questionnaires.
It was observed by the writer that many employees within the
Bureau of Parks and Recreation did not feel the need to perform to their
optimal level because it was felt that unsatisfactory performance
(low productivity) would lead to being transferred to another job, either
within or outside the bureau as opposed to being fired or terminated.
There was unanimous consent among both managerial and non-managerial
interviewees attesting that transfers would occur before the dismissal
of an employee. In an interview with John Culbreth, Senior Administrative
Assistant to the Deputy Director for Parks, William 0. Macomson,
Accountant for Revenue Operations, and William Garry, Administrative
Aide to the Deputy Director for Parks, the writer's observations con¬
cerning transfers and dismissals was corroborated. Each interviewee
felt that employees performing their jobs inadequately would be
transferred before being terminated. In addition, personnel regulations
regarding the dismissal of an employee for reasons of unsatisfactory
work performance stipulates that an employee shall not be dismissed until
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progressive steps of discipling have been taken.That is to say that
dismissal is to be used as the final course of action to resolve employee
problems.
Transfer as it is used in this paper refers to horizontal shifts of
employees from one division to another, without altering their job
classification or pay rates. Dismissals constitute discharges, separa¬
tions, or terminations for delinquency, misconduct, inefficiency in per¬
formance or inability to perfom assigned duties.
Transfer is a tool of personnel management granted by the city's
civil service system, but in the opinion of bureau employees, it can
be seriously exploited.. For example, there is nothing that prevents a
superior from transferring a subordinate to force appropriate disciplinary
action. On the other hand, management and superiors view this as an
erroneous opinion. Management claims the transfer policy, as it is
used in the bureau, is a transaction developed largely as an expedient
means of meeting unusual or emergency conditions — as an important
regular part of a planned, positive personnel program.For example,
a transfer is quite appropriate for persons who are poorly adjusted in
their present jobs and seek relief through transfer, especially if
they are competent employees.
Observations also led the writer to believe that employees at the
bureau favor hearings regarding claims of inadequate production on
Vi
their part. However, responses obtained from personal conversations
reflected that employees felt that even though they favor and are
IbAtlanta, Georgia, Civil Service Ordinance (1974), Sec. 3(b).
^^John Culbreth, Private Interview Held in His Office at the Bureau
of Parks and Recreation, May, 1977.,
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entitled to civil service board hearings regarding job-related problems,
the hearings do not offer equitable treatment for the workers.
In addition, further observation led the writer to believe that
low productivity in the bureau was the result of an omnipresent feel¬
ing among the workers that since they have recourse to AFSCME in matters
pertaining to employee discipline or termination, this would discourage
or circumvent management efforts to force disciplinary actions. The
writer concludes from these mixed perspectives that the workers
desired their views to be heard through the hearing process on the one
hand, while on the other, they hold feelings that AFSCME once it builds
an image of strength and gains the confidence of the employees, it could
serve as a viable mechanism through which their grievances can be
addressed with reasonable expectations of equitable settlement. The
view of a person in a management role on the status of AFSCME as a
collective bargaining agent is insightful. In an interview with John
Culbreth, Senior Administrative Assistant to the Deputy Director for
Parks, he expressed the opinion that AFSCME does not have much clout
in the City, nor does it have the respect of most city employees.
Mr. Culbreth felt the union should offer enough protection to offset
any kind of unfavorable action by management against employees. Never¬
theless, he virtually did not feel that AFSCME possesses enough efficacy
to protect the rights and needs of city employees. Culbreth's view and
the ambivilence expressed by the non-management employees tends to lend
validity to the rather low esteem of AFSCME. Furthermore, results from
inteirviews which the writer held with William Garry and William 0.
Macomson, revealed that Incentive programs needed to induce high
16
productivity were limited. The majority of both supervisory and non-
supervisory employees attested to the lack of incentives. Employee
concerns were mainly with managements unwillingness to obtain their
cooperation and suggestions early in the planning process of programs
in which they are to take part. On the other hand, management contends
that there are practical constraints which thwart this concern. These
constraints were identified as budgetary limitations, restrictive
union policies, professional and bureaucratic traditions, the nature of
the work and the patterns of workload demands, and legal restrictions.
Notwithstanding the factors that prohibit management from acting on
this and other employee demands, the writer feels it is incumbent upon
management to develop and implement immediately some incentive plan
that allows the bureau and employees to achieve their objectives si¬
multaneously. This is especially important if the bureau is earnest
about raising productivity.
Besides the matters concerning employee discipline and the lack
of incentive programs, close observation was kept on the informal
activities of the group. The investigator concluded that officials at
the bureau are not cognizant of the tremendous impact which the in¬
formal group has on productivity.
In any organization, the formal communications network will al¬
ways be supplemented by an informal one. If clearances are difficult
to obtain through formal channels, contact can be made informally with
friends who can expedite things. Admittedly, the "grapevine" (informal
communications network) can damage the bureau's operations by carrying
gossip and false information, it also can play a constructive role.
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Valuable information that an individual will normally not be willing to
communicate through the official channels is often transmitted to
superiors very rapidly through the grapevine. No matter how good the
formal systems of communication, the grapevine will still exist.
Those who exceed the informal quota may be branded as "ratebusters"
while those who fail to carry their fair share of the load may earn the
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title of "chiseler." The writer is not advocating that the informal
group should do the job of advising employees of management policies.
This is the responsibility of the formal organization. However, the
investigator is merely stressing the role that the informal group plays
on work output.
During the internship tenure the writer also observed that there
were not enough non-job related activities and other motivating factors
prevalent at the bureau. Non-job related activities constitute inter¬
actions such as after work hour card games, saving clubs, coffee
groupings and car pools. Motivating factors encompass elements such
as advancement, responsibility, work itself, recognition, achievement,
and other factors that contribute to positive feelings toward the job.
The investigator contends that informal group relations and appropriate
motivating factors are the life blood of any organization. Thus, if
productivity is going to rise in the public sector in general and the
Atlanta Bureau of Parks and Recreation in particular, it would be in the
best Interest of both management and workers if these variables were
inoculated in the work milieu.
l^George E. Berkley, The Craft of Public Administration, (Boston:
Allyn and Bacon, Inc., 1975), p. 96.
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IV. Summary and Conclusions
In summary, the purpose of this research is to study the effects
of the merit system on employee performance within the Atlanta Bureau
of Parks and Recreation. The contention of the investigator is as
follows;
(1) There is a motivation problem within the bureau due to
insufficient incentives to induce high productivity.
(2) The bureau disregards the power of the informal group and
its impact on productivity.
(3) There are not enough non-job related interactions and
activities among bureau employees.
(4) If the bureau wished to increase productivity, it must
institute some motivating factors.
The investigator concluded the following:
(1) Employees are likely to be transferred as opposed to being
dismissed primarily because personnel regulations regarding
the dismissal of an employee for reasons of unsatisfactory
work performance stipulates that an employee shall not be
dismissed until progressive steps of discipline have been
taken. In the writer's view "progressive steps of dis¬
cipline" encompasses transfers;
(2) Employees are aware that the Civil Service Board entitles
each worker to a hearing before final dismissal, however,
they do not feel their disagreements with management will
be dealt with in an equitable fashion. Management denies
that such conditions exist, its contention is that employees
are treated on an equal bases and all hearings are just. In
the investigators point of view management and labor are
in disagreement on matters concerning fair hearings;
(3) AFSCME does not have much clout in the city, nor does it
have the respect of a majority of the bureau's employees;
(4) There is a limited number of incentive programs to induce
high productivity on the part of workers; and
(5) Bureau officials are not cognizant of the tremendous impact
which the informal group has on productivity.
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V. Recommendations
Enhancement of productivity essentially is brought about by making
changes in the way resources (inputs) and used, in order to improve the
results (outputs) of human behavior.
Results in human behavior, i.e., positive results, are brought
about through the proper use of motivating factors. These factors em-
compass elements such as advancement, responsibility, work itself,
recognition, achievement, and other factors that contribute to positive
feelings toward the job. Positive results (outputs) emanates from
positive incentives (inputs).
The writer has attempted to prove that the merit system alone has
not been an effective personnel policy used by management to insure the
best quantity and quality productivity by employees. Therefore, the
writer recommends that management adopt the following motivational
techniques to improve productivity, along with a sound "merit system."
The following recommendations are of three broad types: (1) positive
incentive — primarily monetary; (2) positive incentives — non¬
monetary; and (3) quasi incentives (which motivate indirectly).
Positive Incentives-Primarily Monetary:
(a) Attendance Incentives, which are generally aimed at reducing
sick leave abuses, can take two forms: (1) annual bonus of
cash or extra vacation time for unused sick leave; and (2)
the conversion of unused sick leave or other extra retire¬
ment benefits.
(b) Competition and Contest - Encourage employees to improve per¬
formance by fostering a competitive spirit. However, care must be taken.
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this incentive can produce undesirable side effects such as
competitive tensions, cheating, and other antisocial behavior.
(c) Performance Bonuses - Are monetary awards which do not con¬
stitute permanent wage increases; they can be used for
supervisory or non-supervisory employees. Such bonuses may
be given in recognition of specific individual or group
accomplishments (e.g., improving performance, taking certain
desirable actions, achieving specified goals, or encouraging
similar accomplishments by others) or they may be earned in
competition between individuals or groups. It is unknown to
the author whether there are legal barriers within the City
of Atlanta that prohibit the payment of public monies to
employees for any purpose except salary or wages. On the
other hand, if this is the case, it is incumbent upon bureau
officials to induce the city to modify such laws.
(d) Suggestion Awards - Encourage supervisory and non-supervisory
employees to contribute ideas for decreasing costs, in¬
creasing the quality of service, reducing accidents, or
otherwise improving the organization's operations. Those
whose ideas are adopted should be given monetary and/or non¬
monetary awards based on savings generated by the suggested
improvements.
Positive Incentives - Non-Monetary:
Non-monetary incentives offer two major advantages: (1) they
help to meet employee needs for growth, self-actualization, responsi¬
bility, more leisure time, etc., needs which if neglected, can
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contribute to alienation and poor service; and (2) they can be re¬
latively inexpensive. Some examples are listed below:
(a) Job Enlargement - The concept of job enlargement encompasses
a variety of approaches for making work more interesting and/or
more responsible.
(b) Job Redesign - Can incorporate several aspects of job en¬
largement by redefining a work assignment to include: (1)
responsibility for completing an entire piece of work rather
than performing a fragmented task; (2) greater employee
control in deciding how and when the work is done; and (3)
frequent direct feedback on performance.
(c) Increased Participation - By expanding opportunities for em¬
ployees to contribute to decision-making and problem-solving
activities often reserved for higher management.
(d) Job Rotation - Provides experience in several different
assignments. If practiced on a continuing basis, it can en¬
large employee perspectives, capabilities, and overall work
experience. Rotational assignments can also be used selectively
to provide line employees with a view of problems from middle
or top management's perspective.
Quasi-Incentives:
Quasi incentives fall only marginally under the definition of em¬
ployee Incentives used here and generally affect productivity
indirectly.
(a) Career Development - Can provide wage increases as well as
personal achievement and prestige through well-defined
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opportunities for promotion integrated with training programs
to qualify employees for the positions available. Such
programs may indirectly improve both short-term performance
and long-term productivity. The bureau in conjunction with
the City can develop career ladders, which identify available
career paths and promotional options to provide an escape
route from dead-end positions. The American Federation of
State, County, and Municipal Employees has undertaken a com¬
prehensive effort in several cities and states to establish
career ladders for hospital workers, trash collectors, and
custodians, positions which historically have represented
dead-end jobs. This plan could perhaps provide the Bureau
of Parks and Recreation as well as the City of Atlanta with
some much needed insight for improving productivity.
(b) Educational Incentives - Generally consist of tuition re¬
imbursement, time off to attend courses, wage increases
based on educational achievements, or a combination of these.
This additional knowledge and skills can improve an employee's
commitment, performance, and productivity within his or her
current job. The investigator feels this is the most prime
incentive of the ones delineated or recommended, the bureau
could benefit greatly from adopting this one if none of the
others.
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